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13 September 1950

MENORANDIM FCR: Acting Executive

SUBJECT: Hanagement Study of Reglonul Divisions of CRE -
Comment on
REFERENCE : (a) Management Memorandum to AD/ORE, dated
. 14 July 1950
{(b) COAPS Memorandum to Management, dated
71 July 1950
(c) COAPS Méaorandum to Management, dated
19 July 1950

(d) Management Memorandum 4o COAPS, dated
25 August 1950

1. In the submission of this comment won ¥anagement's report
of a Survey of OHE reglonal éivisions, the autlipe defiaed by thoe
sajor peragraph headings of referemce (&), las been followed. In
ingtances where COAPS hms alyesdy formally commented upon certsia
sections of the combined repert, which were promulgated by Menagement
individually in advance of completion of the Burvey &s a whole, such
replies have been lacorporated herein, by referetce only.

e Pmmt;m

{a) In general, COAPS concurs in Maageseni's recammendations o
on Profuction. Tne opipions, queries mnd contentions of ORI person- ''*
nel who were interviewed in connection with this Survey, relate SRS
almoat exclusively to OBE interpal administration, and accerdingly o
were referred to the ADJORE for his consideration, and for such
action as he might dcem approprizte.

. This report should be of considerable value to the AD/ORR
40" as 8 basis for ascertalping the desirabiility of ad justment of
-, organizetion and procedures, in the interest of improvement of
“ " internal working relaticnships.

It 1s belleved thet meny of the uacermintms, uader wiien ¢
interviewed personnel were laboring, might have been relleved, had ~ /.~
they been referred upward to the sppropriate level in ORE. This LR
belief, therefore, sugzests the desirability of close-cowpliag, by
firm swpervisory relaticuships, & lerge orgenizetfon such as OF,
which mey be inclined to sprawl and o becope compartmentallzed.
In amelioration of this temdemcy, it i3 suggested that, in Jenoral,
all effort expended should be responsive to Jdirectives genera
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in the office of the AD{ORE. The impression given, wrmct or U ‘” M‘“ﬁw
incorrect, is to the effect that each Diviajon is largely "on gt
3tes owm,” and comsegquently each must determine independently,
in what mexner its time and efforts shall be spent. Also,
effective as & wilylng medium, i3 the establishment of a body
of ORE doctrine - (WAt to doj ¥hen to do 1it; and how to do 1t aa
the AD/ORE wapts 1t) - in order thet an 'ocutput' waich has been
subjected to waiform magner of treatment, evolves from each of
the sewersl offices of originsl effort and thereugon zmém-sees
wniform processaing. 4nd lastly, s progrem of treining
instituted In arder that m;wmaemmﬁwsmdugof
instructions and doctripe enunciated by the AD/ORZ, and alsc to v
bridge the several independent Pivisiona and to bridge the echelans et
of veview and correlation, in order to effert the best possidle co- N
operative effort. This tralning program should provide for personal
contact emong maabere of the aormal administrative organization, and
should not involve the introduction of full-time employees as
“WW‘Q‘

(b) The establishment and maintenance of goou inter-office
relations at the working level is encowraged in the interest of
an ‘over-ell' saving iun time, and s&lso an individual esaving in
time of intarmediariecs not espentisl to the trausaction. Such
a relationship must necessarily be conitrolled, however, in order
to provide for proper record-keeping and to ensurs that responsible .
officials are not by-pessed in sstters concerning which they have al‘cr» £
ensmcisted no cantrollimg policy. In the cese of inter-office dis-
agreaments, the Agency Orgmnisetion adequately provides for arbi-
tration at the AD level, If uusuccessful, the sublect matter of
the disagreement should be reduced to writing by esach propeoanent,
and forwarded to the Executive ¢ia COAPH,

{c) The catablisimert and ueintenance of informal inter-agency
lisison on a Desk-to-Desk - (Division Chief level) - basis is
approved, provided thal such liaison arrangements are established ;
by or with the approval of the AD/OCD. Official fater-agemcy o hed®
relations, however, are governed by inter-agency azreewents. In ELia
the absence of a governing agreement, satisfactlon of CIA requests, . "7
17 realized, procedes from a willing and cooperstive spirit, omly. ‘ Lt B
The feilure of an outsife agency to perform under an existing [ ;;
agreement, however, should be reduced to writing and forwerded  ov V"""
to the Director via COAPS. + Jllfiwf ,
{d) The decision as to whether OHE Divisions do or do not
produce "Working Papers” should be left to the ADJORE. However,
this determination should be based exclusively upan the ORE need
for this type of publicetion, ané 4in no case ehould 4istridbution
outside of CIA he made.
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31, Basic Regearch

ket

So long &8 CIA labors under ESCIDs which vest no power to ot s
direct the IAC agencles to accept projlects and to establish priority
of accomplishment, (HE cannot avold the prosecution of basic research
required to suppexrt the production of Hationsl Intelligence, and to
support Special Operaticns in which CIA engapes. The effort spest on
baglc research will not be mniform smong the several Divisions, but o
vill vary according to gaps created by the wavallability of timely R R
toforsation, For example, 1t appears that D/EE 15 wholly jJustiffed in (07 ,..),\u*'
engagling in full-scale basic research, with the requiresent, hewever, Nc;:j W
thet D/EE, BEconomics and Transportetion, do not duplicate the effort i ¢
Qf one am‘hhtt. - L !‘:z‘.&d !\.s,amrﬁ n [ o E v

3

Admittedly, the JIS volumes when camplete, will not obviate
the necessity for contimued besic reseerch by the Aree Desks, since
they are specifically designed for use by the stretegic and tacticel
military planners, and not for the iatelligence analyst. But, while
the HIS compendium of basic Information may aot fulfill the needs of
the snalyst by reason of its length, hreadth and degree of detail,
it is anomelous to contend that baslc Tacts recorded by the NIS proep
should differ from basic facts gathered by CRE analysts. The iscue
then becomes one to ascertsin which reporter has correctly stated the
facts, 1 there has been & disagresmant. But 1f the development of
the NIS work 1s to become embroiled in extended inquiry, the job will
pever be done. %he only practicable working progedure sust provide
for the resolution of all disagreesents by the 13 Coominmator, ir-
respective of whether or not the ORF aalyst prevails. 7This procedure
should not, however, operate to lgnore the Ares Analysts entirely; as
NI3 manuscript 1s prepared it should,without exceéption, be referred to
them according as their respective intereste appear.

4. Reguirements

Tab (C) to reference (a), on "rnfarmation Requirements® which
was addressed to COAPS under date of 25 May 1950, was angwered in detail
by COAPS memorandum to Managenent, dated 7 July 1950.

Tab (D) to reference (a) "Proposed Plan for Realignment of
Certain Agency Punctions” dated 10 July 1950, vhich was forvarded to
the several ADs and Staff Chiefs, was snswered ny COAPE memoraniun to
Menagement under date of 19 July 1950. 1In this latter pemorendum, COAPS
agreed to the proposed realignment of Agency Functions with certain
regervations.

..3_
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Wnile COAPS copcurs in Mansgement's recommendations ou

Collection, 1t is suggested that the itens listed in Tab (E) be aela
in contemplation in the course of thLe preparation of gyemeral collection \ .
guides. But wve may just as vell be realistic in owr narmal desire for N
. bliger and better collection affort clsar across the bosrd, and recog-
nize that under the oxisting dircctives {(sctumlly agreesents) which A

'~ control inter-agency relationships, we ave slmost vholly dependent upom G °
the other agencies for overt colleetion abroed, and moreover, each in oV
truth assigne priorities governing the activities of itp own field o
organization. Jy el o, 58 ve ) W*#:ﬁ’i\g ? “

Unlese and until the existiug basic directives are so modified
a3 to vast in the BCI, power to direct, there is ample justiftcation
for the establistment of an avert fiald reporting servite in foreige -
Aress. However, coorfinetion of the existing “canecﬁws“ is preferable Vo™
to adding ancther collector in the fleld. T, }J ?M,M —aT T, 41 51«5;7,

Referring to Tak (F), CCAPE persists in an attftude whick
encourages informel inter-office lisiscn at the working level, as not
only desirable, but as essential to the functioning of GIA as an entity,
instesd of as a sporedic array of exclusive iaterests. Huch limfison
should Le exercised within the imowledge and concurrence of the iDs

. \, -
concerned, however, {6& PR STV S T

The suggestion that FID translators be apslgned to ORE end 08I
to serve as scanners for analysts who lack the lapguage sikills, kas con-
slderable merit. However, FDU lms been endesvoring to sugment 1ts stafs

- over the perlod of the past two years, but acquisitions have beer pain-
fally slow, due principally to the stringent security clearance process
vhich presently emsbles eccepiamce of only 10% of the tatal applications.

‘ &1y, FOD 1s in a poor positicn to disalpate its limited trang-
‘¢ lation pool by remote assiiament. It is sugpested that ORE on its omn oo

H
H\;”*

QWmatim;» - \*5’?‘::\;5 Nu:::&\i‘q /\—'t ‘Jﬁlh-ﬁn\ l(j! &e 2, s} -t»ﬁ {:’?\ i) /;‘ %i‘ wg 2 ‘&!
Referring to Tab {G), sguin inter-office lintson, at the v
j ~ working level in order to foster better understanding belween smalyst
.~ and collector, ie to be sncouraged, as stated sbove. The actual Pargu- @

lation and processing of & requirement which requires field collection, | /vt -
T, must conforn to epproved procedure, snd Be handled throush OCD. ;

It 1s gratifying to note in Pab (H), the expression of Frowing
confidence in the ability of OUD to provide satisfactory service to the
ORE and OSI annlysts. The more fully OCD enjoys the cooperation of the
informetion users in the production organlzation, the better will OCD be
able to satisfy the needs of the latter. The retention of referernce
files by snalysts iz not objectionabla » Provided they remaln small and
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are limited to reference material of current intarest,

The asuggestions proffered by the analysts for improvement of
the service rendersd by (CB, if foliowed through, should redound to
the distinct advantage of the forme « The virtuwe of tnis type of Survey
lies in providing opportunity for a correlative sdring ¢f views. iargely,
the recarded suggestiops are ceafruble; Bame are not &#ttainable failing
a prohibitive increase in force » 8L1il others will underso gradusl Pa-
bProvement over a consideraule period cf time. But the maximum in bDemefit
is derived from bringing the problems and gripes out into the open,
vhere all can gain an objective view of them. - .

6. Information Control agd Reference Activity

It 1s agreed tuat the Informaticn Control activity of ORI is
excesslvely heavy, and involves &g wisarranted expenditure of time apd
manpower in relation to the total ORE elfort. COAPS accordingly concurs
in the recommendstion that the plan presented in Monsgement Memorendum
to AD/CRE, dated 29 Fovember 1949, be implemented at this time,

Te  Administrative Considerations

The most sigrificant recomme:detion submitted by Hanagemernt
under this hemding is ihat for satisfactory working spece for those
employees whose regular Job eseignwent reguired that they cngage in
snelytical and creative thinking. The existing eituwation which fMunds
anelyets grouped togethar in spaces which sdmit of no degree of isdi-
vidual privacy for thought or for mrpose of consultetion, is wastefyl
40 the point of becoming fntolersble. Two Persons engaged in such
mental effort, can oCCUWpyY the same partitioned space reesonably, but

itioas to this number oanly results in a rapid decline in satisfactory
output.

:’ o 8. Review of this coubined Monagement Survey Report has been

*J

unduly time consuming, due to the plecemcal issuance and organizetion
of the report material. Had the repars been a single manugeript Instead
of a collection of several elements » inltlally issued septréitely, it
corld have been digested more expeditiously and with greater facility.
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cordination, Operasions

and Paolicy Staff

cc: HMaoegement Officer, —
AD /ORE
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